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The purpose of this article is to provoke students and scholars in the field of ethics to re-think and develop new approaches in the practice of ethical leadership. Many authors have written on the subject of leadership values and ethics, yet, the world continues to witness increasing cases of corruption and executive misconduct both in public and private sectors. Many are left to wander what the missing link could be between theory and practice. This article adopts a conceptual paradigm approach to developing a model of effective and ethical leadership practice. It argues that having a leader who upholds values in an organisation is not enough to transform a corrupt system. The article postulates that the application of the theory of Mechanical Advantage would bring an organisation to a state of equilibrium, which then forms a firm foundation for ethical leadership.








The fields of ethical and value-based leadership have gained momentum over the last three decades. Many scholars have made major contributions in this field of scientific inquiry. (Burns 1978, O’Toole 1996, Dean 2008). Ethical leadership practice refers to how people conduct their affairs as moral agents at individual and organizational levels and how leaders influence and model behaviour that is moral and ethical in organizational processes and outcomes. While ethical laws and codes of conduct could prescribe how people should conduct themselves, observing behavioural standards and practices of leaders and managers could reveal a different outcome (Johnson, K. 2003).
Ethical leadership produces valuable outcomes to an organization and helps create a positive image of its brand and people, resulting in immense organizational benefits such as being viewed favourably by stakeholders, attracting top talents and being considered as an employer of choice as people desire to be part of making positive impact to the society. The organization also witnesses high customer loyalty as it secures repeat customers who appreciate ethical practices of honesty and transparency. Ethical practice is also viewed as a form of ‘’goodwill’’ for a business which can contribute significantly to sustained competitive edge for a business. On the other hand, the costs of misconduct on the part of those entrusted with guarding public interests and resources are high. These costs include loses in trust and confidence in public institutions, businesses and for governments; it is a loss of precious resources meant to support economic and social development of nations and people (Bertucci, C.2000).
Literature Review
Many countries have developed laws to criminalize bribes to public officials, provided for financial disclosures and wealth declarations, created independent anti-corruption entities and so on; all aimed at promoting integrity in organizations. United Nations report (2000) observed that in this new era of heightened expectations, governments must go beyond investigation, prosecution and punishment of misconduct. The report argues that reliance on prosecution for public corruption is an admission of systemic failure. Governments should be more focused on prevention and change of behaviour of people serving in public service. Large numbers of arrests and prosecutions do nothing to reinforce the public’s belief in the fairness and legitimacy of government institutions. Governments must have preventive measures in place that not only take some of the burden off law enforcement but also maintain high levels of public confidence.
The great debate among scholars focuses on what constitutes leadership that makes a differences and moves people to a whole new arena. Dale E. Zand (1997) argues that People once stood in awe of electricity, until scientists identified and harnessed its three basic variables: voltage, current, and resistance. Likewise, people marvel at the achievements of successful leaders, such as Richard Branson, Lee Iacocca at Chrysler or Jack Welch at GE, and wonder how they did it. Zand dispels the mystery surrounding leadership so that managers at all levels - from the CEO to the shop supervisor - can develop the skills needed to lead effectively. Dupree Max(1989) argues that the signs of outstanding leadership appear in the followers. He asserts that leaders need to allow space and freedom so that followers can grow into their full potential. Great leaders must covenant with followers to provide the required leadership that will yield results that matter to the followers. The covenant must rest on shared commitment to issues that are of great concern to followers, ideas that are valued by all stakeholders, values and goals. A study conducted in 1990s by Warren Bennis revealed that true leaders affect culture and are the social architects of their organizations. They help create and maintain values. According to this scholar, management of trust and management of self are key competencies found in an effective leader. The other two are management of attention and management of meaning. 
Zand, (1997) highlights the three elements required for leadership in today's information-driven organizations: knowledge, trust, and power. Knowledge, Zand argues, is essential to decision making. Leaders must be able to tap information about customers, products, and processes found throughout the organization. He argues that a leader's attitudes and behavior can release (or repress) the flow of knowledge in a corporation as it happened in one organization where company managers suppressed information about customer complaints and reprimanded factory workers for suggesting changes which led to fatal consequences. Trust, the second element, helps a leader achieve open, collaborative communication. Indeed, Zand shows that the degree to which people trust a leader determines how much access they will give him or her to their knowledge. He says that for  the development of trust to exist, a leader must disclose relevant information, share influence, live up to the spirit of agreements, and not abuse power. Trust stimulates productivity; and mistrusting groups self-destruct. Zand finally considers power by showing how the leader must set the agenda for the firm; select, develop and motivate the people who will implement the agenda; and examine and adjust individual performance. Equally important, he shows that in today's knowledge-driven corporation, the effective leader rarely issues directives, but instead acts more as a consultant or a client. He gives the example of Chrysler where the then CEO Robert Eaton, senior managers, and project leaders all met when a new car model was to be created or redesigned. After the objectives were worked out, the team was turned loose to organize itself and get the job done. Freed from constant second-guessing by top bosses, teams worked harder and took greater pride in their work. By the mid-1990s, this process at Chrysler was so effective that the company’s speed to market and reduction of development costs far exceeded its U. S. competitors.
Johnson K.(2003) observes that ethical leadership must then be effective, efficient, and excellent if it is not to waste human potential. An individual’s commitment to ethical behaviour is not enough to qualify one to be an ethical leader. The leader must also demonstrate effectiveness, efficiency and excellence. In addition, ethical leaders understand and develop the value of purpose, knowledge, authority and trust in the exercise of leadership. These four elements are interrelated and failure to attend to any one of them would render the practice of ethical leadership incomplete. The four elements are briefly described below.
The ethical leader must act with organizational purpose being the point of focus. This purpose gives meaning to the leader and the organization and drives them to want make a difference and leave a legacy. Purpose helps people and their leader to avoid wandering from the core business of the organization and commitment to moral behaviour.
The ethical leader is knowledgeable and judges and acts prudently. This knowledge resides throughout the organization and its environment, but must be shared by those who hold it. The role of leadership is to promote organizational learning and ultimately transform an ordinary organization into a learning organization.
The ethical leader has the power to make decisions and act, but also recognizes that all those involved and affected must have the authority to contribute what they have toward shared purposes. This is true empowerment. According to Warren Bennis empowerment is the collective effect of leadership and it gives pace and energy to the work and empowers the workforce (Bennis, W. 2003). The leader empowers everyone if each individual is to contribute meaningfully to organizational goals and uphold the required values. Empowerment gives people meaning and significance.
The ethical leader inspires (and is the beneficiary of) trust throughout the organization and its environment. The main determinant of trust is reliability. Without trust and knowledge, people are afraid to exercise their authority. It becomes the responsibility of leadership to share the values, model them and encourage everyone to uphold them. Studies have shown that people would rather follow individuals they can count on, even when they disagree with their viewpoint, than people they agree with but are known to shift positions frequently.
Invaluable information on ethical leadership is available. Yet, even with existence of this information on mechanisms of promoting integrity and fighting corruption in organizations and governments, the moral problem persists and continues to make effective and ethical leadership a mirage in many governments and organizations. Moral management and leadership challenges perverse across cultures, races and geographical locations. International and national organizations have been plagued by corruption and bribery scandals ranging from sports arena to executive boardrooms of companies and governments. Many countries continue to witness cases of corruption and blatant abuse of office even with existence of laws and codes of good conduct. 
The great question that continues to linger in people’s minds is: What is it that countries and organizations do not do in order to promote integrity practice? There exists a gap between the professed ethics and the reality in many governments and organizations. This is witnessed when leaders talk a lot about ‘zero tolerance’ to corruption but do little to contain it. Corruption for the purpose of this debate is the intentional non-compliance with the arm’s-length principle aimed at deriving some advantage for oneself or for related individuals from this behavior. 
Misuse of entrusted authority for private gain constitutes corruption. It occurs any time that public officials or employees misuse the trust placed on them as public servants for either monetary or non-monetary gain that accrues to them, their friends, their relatives or their personal or political interests. Politicians are also seen to participate in it using proxies and also holding the executive arm of government at ransom when it comes to passing legislations. 
Powerful business people have also been accused of infiltrating governments to influence policies and legislation. This becomes a clear case of “State Capture”- corruption that is aimed at changing the rules and regulations into those that favor the interests of the corruptor. The underlying assumption is that legislation and public policies are decisively influenced by the bribing of legislators by a few very powerful business people. However, it should be noted that strong lobbying is an entirely legal and legitimate activity in mature democracies.
Ethical Leadership Models
Scholars and practionners have developed theories and models to address this chronic problem that is as old as humanity. Johnson, 2003, for example, has developed a model where he postulates that an ethical leader in exercising authority must apply five modes or levels of intervention into the judgments and actions of followers. Below is a brief description of them.
The first one is inspiration. The leader should set a good example so that other committed members will contribute their fullest capabilities to achieve organizational purposes. This is the lowest degree of intervention by the leader.
The second is facilitation.  This involves supporting other committed members and guiding them where necessary, so that they are able to contribute their capabilities as fully as possible.
The third is persuasion.  The leader appeals to reason to convince other members to contribute toward achieving organizational purposes. This requires the charisma factor on the part of the leader to effectively communicate and inspire the people to be committed to the required values and behaviour. More important than charisma is the ability to create co-leaders. These are people with shared values and aspirations, all of whom work together toward common goals. According to Bennis (2003), anyone can be a co-leader. All that is needed is talent and an organization that values co-leadership. These co-leaders will supplement the leader’s effort in creating an ethical culture.
The fourth is manipulation. This involves offering incentives other than the intrinsic value of contributing to the achievement of organizational purposes, where commitment is lacking. This strategy, however, does not offer a lasting solution as the average person will tend to comply in order to enjoy the incentive.
The fifth is coercion.  The leader forces other members to contribute some degree of their capability where they have little or no commitment to do so on their own. This is the highest degree of intervention applied to people who are uncommitted to change and yet they have the required understanding to do so.
The gap in these modes of intervention is that the author does not tell us how these modes can be applied. The reader is left to wonder on the mechanisms involved in the application of these modes. As much as these models are very helpful to a reader, how to make them a reality in leadership practice remains the big question.
Johnson, (2003) further argues that the leader must employ the authority granted him or her by the organization to achieve the purposes of the organization, all the while recognizing that the knowledge needed to exercise this authority resides throughout the organization and its environment. He or she must ensure that the purposes of the organization are known and shared, that it has the capacity to support its members' exercising their capabilities and that communication between managers and other employees is open and honest.
The mode of intervention selected will depend upon the health of the organization and the pressures in its environment. The idea is to inspire others as a steward of the vision, values, and excellence of the organization, as reflected in its culture. Often, persuasion and facilitation are required of otherwise capable and committed members, where they are unsure of their own capability. Sometimes, even manipulation and coercion are appropriate, where the organization is not healthy and the pressures are intense.
The modes of ethical leadership intervention depend in large part on the organizational culture. If the culture allows the organization to learn and grow within its environment, leadership may be largely inspirational. If the culture does not support organizational learning and growth within that environment, then manipulative, even coercive, leadership would be necessary. Somewhere in between is leadership that is facilitative or persuasive. In any event, leaders must make their roles as integrity champions larger than life. Otherwise, they and their examples will be lost in the pressures of day-to-day life. They must speak in terms of vision, values, and integrity. When the leader is not involved in a part of the organization's business, he or she must know who speaks for values and integrity. Moreover, the style of ethical leadership will vary with the degree to which it reflects the organizational culture and the urgency of its situation in the environment (O’Toole, 1996).
In its least demanding sense, ethical leadership is a stewardship that preserves the aspirations and culture of the organization. In its most demanding sense, it scans the community and develops and communicates organizational aspirations: the organization's core purpose, core values, and vision of a desired future and persuades, manipulates, and coerces its stakeholders to comply until the culture has adapted.
In between these extremes, ethical leadership balances (1) achieving the organizational aspirations that are realistically attainable at this time with (2) developing the organizational culture over time.
Johnson, (2003) suggests that different styles of leadership are necessary to maintain or implement change in the organizational culture that is optimal for it to survive and thrive within the organization's context. The specific culture required and the challenges it must face will be suggested by the nature of its essential social responsibility and dynamics of its larger community.
According to Block, P. (2013), beliefs and attitudes of people need to change and a shift in governance has to happen. This will entail the distribution of power and privilege and the control of money. He argues that the ways we govern, manage, and lead are a testimony to self-interest. Authentic service is experienced when the following conditions exist, he asserts: 
 
First, there has to be a balance of power. People need to act on their own choices. Acts of compliance do not serve those around leaders or the larger organization. Dominance leads to failure. Leaders do a disservice to others when they make decisions for them even if they are right. 
Secondly, the primary commitment of leadership is to the larger community. Focusing 
Constant attention on the individuals or a small team breeds self-centeredness and entitlement on the part of the leader.
Thirdly, everyone should contribute to defining purpose and deciding what kind of culture their organization will become. Leaders diminish others potential when they define purpose and meaning for them, even if followers ask them to do so.

Fourthly, there should be a balanced and equitable distribution of rewards. 
Every level of an organization shares in creating its wealth and expanding its resources. When an organization succeeds in its marketplace, money and privilege need to be more evenly distributed among levels if commitment to service is to have any integrity. 
Without these elements, no genuine service is performed, Block observes. 

Block’s idea of bringing the above four into harmony is for people to avoid compartmentalising their lives into personal, work and spiritual. They should view these holistically, as components forming the whole person. Leaders should see themselves as stewards and should, therefore, address the distribution of power, purpose and rewards. According to him, stewardship is the umbrella idea that promises the means of achieving fundamental change in the way we govern our institutions. Leaders choose service over self-interests by giving the followers choice over how to serve and willing to be accountable for the well being of those being led. This form of accountability is beyond compliance. Ciulla, J.B (1998) argues that power and authority in today's world stem not from position or coercion, but from trust, commitment, and values shared with those who are led.
A New Conceptual Paradigm: Pre-Conditions for Successful Ethical Leadership Practice
Having observed what previous scholars have said about ethical leadership, this paper is meant to extend debate on what would constitute ethical leadership pre-conditions for successful practice. The paper prescribes a systemic model which hinges on three dimensions namely: Integrity management pillars, Changing culture to one that is value-based and Leader as custodian. These three dimensions are the levers against which ethical leadership must be established and be made to thrive on, in order to counteract the forces of corruption or resistance to change. Putting these in place will provide the leader with the ‘how to’ principles and practices of ethical leadership.
In the field of physics, levers help create mechanical advantage. They are used so that a small force can move a much bigger force. In countries where corruption is entrenched in people’s culture, the force against anti-corruption efforts is huge and moral managers and leaders must re-think the approach to eliminate corruption and establish a new culture that values integrity, accountability and avoids all practices which are against society’s moral code. The three dimensions will be synchronized in such a way that they build synergy and create sustainable momentum to fight corruption and create a new culture that abhors corruption.





The pivot consists of integrity management pillars and cultural transformation. The role of leadership will be to create a new culture and put in place three pillars of integrity management namely, instruments, structures and process. The leader as a custodian of this process is the force behind effective transformation of governments and organizations in order to promote ethical behaviour. This leader must respond forcefully to the challenges of corruption. 
Integrity management pillars must work together and create synergy with leadership. For example, Instruments which include laws, rules and codes of conduct help the leader to enforce compliance to the required standard of moral behaviour. Offenders are sanctioned and this acts as a deterrent. Structures comprise of oversight mechanisms, compliance testing mechanism and complaints handling system including mechanisms to promote whistle blowing. Processes focus on institutionalisation of structures and instruments, leveraging on technology and their continuous improvement to address emerging weaknesses in the fight against immoral behaviour. In public service, processes will also include limiting the amount of discretion given to public officers in their decision-making. For this to happen, technology will be needed to reduce human manipulation in the conduct of business; for example, automation of procurement and payment transactions will provide a good platform for audit trail in all transactions and acts of misconduct will be pinned down to specific individuals.
This ethical leadership model focuses on the practice of leadership as opposed to the definition and concepts of ethical leadership. Whereas many scholars have discussed extensively what it is that constitutes ethical leadership and what leaders should do, this paper argues that certain pre-conditions for success must be in place for this type of leadership to be made manifest. The pre-conditions have been referred to as the pivot and the leader as the effort in the lever system. Once a leader understands his or her role as the custodian in promoting moral leadership and management practice, he or she must go a step further to create a fulcrum for effective implementation of ethical practices and creation of a new culture that sustains moral conduct in an organization or a nation.
Conclusion
This paper argues that ethical leaders are only one part of creating a culture that abhors corruption. They must do more than just being good and telling people to demonstrate good behaviour. They must establish a fulcrum and exert enough effort to change people and culture.
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